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Executive Summary

Raspberry Pi Foundation[footnoteRef:1] is a  charity founded in 2009 and aims to "promote the study of computer science and related topics, especially at school level, and to put the fun back into learning computing."[footnoteRef:2]  The foundation currently employs approximately 100 staff at Pencoed, Mid Glamorgan, and most employees are volunteers whose aim is to promote and enhance computer science education and capture a good learning models for children and adults. The charity provides low-cost, high-performance computers for simple fun learning as well as developing free resources to enhance learning experience about computing and how to make things with computers. Employees’ engagements and involvements in the regional business operational strategies is the way forward. [1:  Wikipediaorg. 2017. Wikipediaorg. [Online]. [16 Aug 2017]. Available from: https://en.wikipedia.org/wiki/Raspberry_Pi_Foundation]  [2:  Raspberrypiorg. 2017. Raspberry Pi. [Online]. [16 September 2017]. Available from: https://www.raspberrypi.org/
] 

Throughout of the foundation existence, employees/volunteer needs and motivational support have been crucial to foundations operational growth as a charitable organisation to remain competitive. Human Resource department aims to provide solid and effective support and training volunteers to help other people to learn. As a charitable organisation, strategic planning and carful management of its resources (human and financial) are key to the charity survival. Foundation of the organisational success lies within well-structured and well planned human resourcing within a non-profit organisation. 
Management Strategy of continuous enhancement of the Raspberry Pi foundation working culture, values and objectives by understanding and supporting motivational needs, building Intellectual Capital, effective communication to achieve good work life balance as well as achieving employees loyalty. 
The report covers knowledge gained from the conference entitled ‘Employee Involvement – enhancing morale, improving performance’ which has provided enhancing ideas ready to be applied to the existing employee organisational development. The main purpose of this report is to select the best employee engagement factors that can contribute towards better employee satisfaction in order to increase and maintain organisational values.
Employee engagement is an enormous construct that reaches nearly all parts of HR Management. Unlike profit oriented organisations, managing HR within the charity sector is a challenge but with extensive employee engagement is achievable by building trust and executing effective communication contributes to over-all organisational success. 



Background

Raspberry Pi foundation is a charitable organisation that promotes computer science education for schools and adults. The charity was founded in 2008 and provides small low-cost flexible PC units that are easy to assemble which can be used for experimenting with programming and electronics. Part of the foundation is still privately held but overall it was founded as an educational charity. 
The organisations’ continuous operational strategy is relying partly on profits from sales of the units and more importantly on enhancing and encouraging computer science that is externally funded by the charities, the government and from sponsorship. 
The foundation relies heavily on its (non-paid) volunteers who dedicate their time to teaching. The foundation has provided its volunteers with training in coding and teaching techniques, however greater employee engagement and involvement is needed to ensure retention of its volunteers for the long term and keep them motivated. Intellectual Capital within its resources plays a central role  for the charity Strategic Human Resourcing Management, as they are the main contributors to the successful continuation of the foundation(Kong and Thompson 2006)[footnoteRef:3]. Main focus here will be on Volunteers and to apply models that enhances long term volunteering.   [3:  Kong, Eric and Thomson, S. Bruce (2006) Intellectual capital and strategic human resource management in social service non-profit organisations in Australia. International Journal of Human Resources Development and Management, 6 (2-4). pp. 213-231. ISSN 1465-6612] 




Type of Employees

Before we start defining employee engagement, Gallup (2006) suggested that employees could be split into three groups related to their level of engagement, the engaged, not‐engaged and the actively disengaged which should be of significant concern to the organisation.
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With competitive markets rapidly increasing, globalisation, dynamic technological advancements and changes in social economic environment places great demands for constant change and search for talent which means organisations face challenges in their pursuit of business success. Due to demographic changes, fast expanding organisations and changes in the environment, there is rarely a job for life anymore. Many organisations are responding to these changes by shaping employee engagement to suit this by changing elements impacting organisation implementation of rules and employment regulations.

EMPLOYEE ENGAGEMENT AND CONCEPTS
Employee engagement is the emotional relationship between employees and organisation and its goals. An "engaged employee" is defined as one who is fully absorbed by and enthusiastic about their work and so takes positive action to further the organization’s reputation and interests.[footnoteRef:4] An engaged employee tends to demonstrate a positive work attitude enriching organisational values. (Kahn 1990)  A key foundation of the concept is job satisfaction, employee commitment and organisational cultural behaviour (Clarke K, 2001). [4:  F Kahn, William A (1990). "Psychological Conditions of Personal Engagement and Disengagement at Work". Academy of Management Journal. 33 (4): 692–724. doi:10.2307/256287. Retrieved 2016-04-14.] 
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Figure 1 - Framework for understanding the elements of employee engagement

View on Employee engagement by Macey and Schneider (2008) is a desired condition with purpose and implies involvement, focused effort, loyalty within attitude and behavioural component. Meaningful work structure according to Hezberg (2003)  [footnoteRef:5]is a key driver of maximising the quality of the job done.  Herzberg also shaped the term `job enrichment', a technique that was extended from the hygiene-motivation theory. Job enrichment involved including motivators in the design of jobs. He indicated in his findings that some ‘Hygiene factors’ such as monetary rewards, benefit and being ‘kicked’ are not motivational factors and did not promote long term job satisfaction. ‘Growth Factors’ or motivators relates to what a person does at work, which also includes responsibility, achievements, recognition advancement and growth. [5:  Hezberg, F, 2003. One More Time: How Do You Motivate Employees?. Harvard Business Review, Jan- 03, 53p-62p.] 




Employee engagement is critical to all organisations and is a long continuous process that passes though different phases defining the level of engagement, involvement and relation between employees and employers.
[image: Phases of Employee Engagement]



· Attract – organisation tends to create positive work impression in order to attract right talent as well as maintaining attraction for existing employees
· Acquire – involves hiring right candidates and keeping up with promises.
· Advance – carer enhancement, promotion and monetary rewards.  

IES (Institute of Employment Studies) - Model of Engagement that brings clear business benefits
 ‘A positive attitude held by the employee towards the organisation and its values. An engaged employee is aware of business context, and works with colleagues to improve performance within the job for the benefit of the organisation. The organisation must work to develop and nurture engagement, which requires a two-way relationship between employer and employee.’[footnoteRef:6] IES - employee engagement definition [6:  The Drivers of Employee Engagement, Robinson D, Perryman S, Hayday S. Report 408, Institute for Employment Studies, 2004.] 


Following a 10,000 NHS employees survey, IES  (Robinson et al., 2004) highlights  that the key component of employee engagement is ‘feeling valued and involved’, which includes  involvement in decision making, allowing employees to express their ideas, the opportunities to develop and enhance their jobs and the extent of the organisations’ concern for  health and well-being of its employees. The survey also reveals that efficient communication between management and employees is a key priority to employees’ engagement.

The IES Model of Engagement
[image: ]
Figure 2 - IES model of employee engagement

Engagement can be defined with the above three overlapping components: motivation, commitment and organisational citizenship behaviour. Also the model of engagement containing these components of job engagement is associated with job satisfaction. Commitment - engaged employees are expected to have positive attitudes about their job. The motivation element in engagement is essential. 

Macey et al (2009: 67) commented that: ‘When the work itself is meaningful it is also said to have intrinsic motivation.’[footnoteRef:7] [7:  Armstrong, M., 2014. When the work itself is meaningful it is also said to have intrinsic. 10th ed. New York: Kogan Page.] 


Organisational citizenship behaviour (OCB), by Organ (1988), is employee behaviour that goes an extra mile or work longer hours and contributes to the organisational success. It is optional and not recognised by the employing organisations official reward scheme. 
Locke (1976:1304) describes job satisfaction ‘a pleasurable or positive emotional state resulting from the appraisal of one’s job and job experiences’. And it’s positively linked to organisational commitment, job involvement, wellbeing and OCB. In contrast the lack of job satisfaction adversely impacts stress and turnover. 
MacLeod and Clarke (2009) emphasised leadership that ensures a strong transparent organisational culture which gives employees a connection between their jobs and the organisations vision and mission[footnoteRef:8]. [8:  Bowles, Cooper, C.,, D., 2012. The High Engagement Work Culture: Balancing Me and We. 2nd ed. UK: Palgrave Macmillan.] 


The IES diagnostic tool

[image: ]

The IES model indicates that there is a strong link between engagement, feeling valued and involvement. The diagnostic tool above can be used to obtain organisational specific drivers. Studies suggest that ‘the drivers of engagement’ are relating to all sectors and key indicators to better engagement levels are: commitment to employee wellbeing, efficient two way communication, good line management and commitment to HR policies and practices at all levels.
The model states that an emphasis on increasing employees’ perceptions of their involvement with organisation, and value to, will pay off in terms of increased engagement levels.



Maslow Model (1943)
Maslow motivational theory consists of a five tear model, Self-actualisation, Esteem, love/belonging, safety and psychological needs. The bottom four levels of the pyramid are considered psychological needs while the top level is considered as growth needs. 
This model attempts to illustrate different levels of human motivation. It defines motivating factors of human beings and are driven into action by at different times – biological drives, psychological needs, higher goals. It simply means that higher needs depend of lower hierarchy needs and remains unsatisfied until lower needs are satisfied. The different levels correspond to different stages of life.  The two lowest levels are the most important to the human physical survival. Maslow claims that we tend to take the next step as we satisfy our accomplishments and sense of social value. 
[image: Image result for maslow model]

Maslow theory is useful context for analysing the different needs and employees expectations, as in the hierarchy, and the different motivators that might be related to different levels. The importance of the hierarchy model is it provides a useful base for the evaluation of motivation at work. (Mullins 2010)

Linking Maslow’s and Herzberg Theory
[image: ][image: ]

Combining Herzberg’s framework with Maslow’s need hierarchy we can see that the two are closely linked. According to Mondy, Holmes, and Flippo (1940: 275-276), “Herzberg’s motivators are most closely related to the esteem and self-actualization needs on Maslow’s hierarchy and the hygiene factors closely correspond to the physiological, safety, and social needs”[footnoteRef:9] [9:  Zeynep Ozguner.  7 June 2014. A Managerial Point of View on the Relationship between of Maslow’s Hierarchy of. International Journal of Business and Social Science . [Online]. 5(-), 213. [17 September 2017]. Available from: http://www.ijbssnet.com/journals/Vol_5_No_7_June_2014/26.pdf] 

[image: ]Maslow and Herzberg Related (Mondy, Holmes, and Flippo, 1940: 275)

The Zinger Model – Engagement for result
David Zinger (2010) [footnoteRef:10] introduced a model that highlights various aspects of employee’s involvement, dedication and engagement. The model combines 12 key strategies that a manager has to follow in order to achieve significant results. [10:  Managementstudyguidecom. 2017. Managementstudyguidecom. [Online]. [17 September 2017]. Available from: http://www.managementstudyguide.com/zinger-model-employee-engagement.htm] 
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1. Achieve Results 
2. Craft Strategies 
3. Enliven Roles 
4. Excel at Work 
5. Get Connected 
6. Be Authentic 
7. Live Recognition 
8. Fully Engage 
9. Identify with Organisation 
10. Serve Customers 
11. Develop Personally 
12. Attain Happiness 

With all these 12 key elements in mind, engagement, involvement and satisfaction of employees should be of greater interest. When actively engaged productivity and financial performance is affected.
[image: Indicators of Improved Financial Performance]
Indicators of Improved Financial Performance

Studies suggest that employees who are completely involved and enjoy doing their jobs tend to perform well and therefore can improve financial performance of the organisation. Employees who are satisfied and fully engaged tend to stay long term with the organisation and they develop with it. When employees love their job they tend to go extra mile tends to improve customer satisfaction in turn increases customer loyalty.  There are a number of other factors that have strong impact on organisational profitability.
Employee engagement is the result of personal characteristics such as attitudes, skills, knowledge, temperament, abilities, and personality. Most drivers of Employee engagement are non-financial benefits. Therefore, any organization who has dedicated leadership can aim greater level of engagement with less cost of doing it.





Conclusion and Recommendation: 
Recommendation based on the concepts outlined earlier in the report is to appoint Employment Engagement team leader who creates and maintain an environment that values and provides employee engagement support and promoted healthy organisation by developing unique programs and initiatives to employees/volunteers. Charitable organisations such as Raspberry Pi depends on its volunteers and keeping them engaged and motivated without financial incentive is a great challenge. Meeting human resourcing demand is important for the foundation as it requires creativity in order to sustain healthy growth. This could be achieved by offering challenging jobs that encourage employee’s creativity. Providing opportunities for need satisfaction may have positive motivational consequences. 

By adopting strategies of a positive working environment and rewarding volunteering experience to attract larger number of employees as well as younger generation by offering training in computing and basic coding, applying the knowledge and rewarding by social recognition of successful project execution. This is not just free work but a great opportunity to build a unique experience that can lead to other opportunities. 

Regular revising and applying organisational Safety policies ensures a safe and positive volunteering experience which gives a level of employee protection. In return organisation provides an acceptable workplace, equipment (stationery) paid travel and accommodation if required. Defining and encouraging employee commitment is crucial to the Raspberry Pi Foundation. Motivational support at all levels is needed in order to keep the organisation operational.

Building a better understanding of individual employee needs at all operational levels and identifying gaps where motivational support is needed. Applying this strategy the organisation will maintain a low level of staff turnover while maximising staff morale.
The advantage of employee engagement is to give a better understanding of organisational operations, and how engagement as whole can create organisational value and promote employees continuous commitment. 

Raspberry Pi value is measured by success of the project execution of highly committed volunteers, they feel great sense of value knowing the size of positive impact that they are leaving behind. HR should promote in society positive changes impacted by volunteers, to create a greater sense of job recognition.

Targeting new generation of employees – Millennials
As we are well into the second decade of the new millennium, a new generation of millennials is surfacing. The employee cycle for non-profit organisation is changing and greatly impacted by the arrival of Millennials.  According to online article by Tiffany Gourley, Millennials and Non-profits organisations are a perfect combination[footnoteRef:11].  [11:  Tiffany Gourley. 2017. 4 Ways Millennials and Nonprofits Are Perfect for Each Other. [Online]. [05/09/2017]. Available from: https://www.councilofnonprofits.org/thought-leadership/4-ways-millennials-and-nonprofits-are-perfect-each-other] 

The majority of millennials chose their job based on a desire to want a sense of purpose in their work which creates the perfect environment for non-profit organisations such as Raspberry Pi Foundation. They are more connected and tend to engage in good causes and find it easy to technologically converse their work balance that gives them great flexibility. Accomplishing a task successfully, powers their drive, and that in turn helps their non-profit employers achieve a greater impact. Raspberry Pi should heavily engage in cultivating employee brand awareness and mentoring that can build goodwill internally and externally.

Problems – that can be avoided
Failing to spot the potential talent and losing highly talented employees can have a big impact on the organisation. Offering paid employment to a key individuals and turning them into mentors can help keep staff turnover down. Continuous motivation by introducing award scheme is one the successful tool for gaining better Employees engagement. Ethical issues within non-profit have recently attracted global attention with Oxfam[footnoteRef:12] where its staff have been engaged in inappropriate behaviour.  This had hard hit on the Oxfam’s core values established by long hard and dedicated work that has a substantial influence of successful organisational performance. [12:  BBC.co.uk. 2018. Oxfam Haiti scandal: Suspects 'physically threatened' witnesses. [ONLINE] Available at: https://www.bbc.co.uk/news/uk-43107985. [Accessed 2 September 2018].] 

‘Ethics is a traditional area of philosophical inquiry that delves into normative rules of behaviour.’[footnoteRef:13] [13:  M. Ronald Buckleya,*, Danielle S. Beub, Dwight D. Frinkc, Jack L. Howardd, Howard Berksone, Tommie A. Mobbsa, Gerald R. Ferrisf, 2001. Ethical issues in human resources systems. Human Resource Management Review, 11, 11-29.] 

Values can be enhance throughout organisation via codes of ethics and management engagement, in this instance weak engagement and lack of employee engagement and continues training in organisational values have created weak corporate culture (Finegan, 1994)[footnoteRef:14].  Adopting good ethical corporate code can be good public relation strategy.
 [14:  Finegan, J, 1994. The impact of personal values on judgments of ethical behaviour in the workplace. Journal of Business Ethics, 13, 747-755.] 
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Figure 1.1: The three types of employees

The Three Types

of Employees

ENGAGED employees work with passion and feel
a profound connection to their company. They
drive innovation and move the organization
forward.

NOT-ENGAGED employees are essentially
‘checked out’. They’re sleepwalking through
their workday, putting time - but not energy or
passion - into their work.

ACTIVELY DISENGAGED employees aren’t just

3 unhappy at work; they’re busy acting out their
unhappiness. Every day, these workers undermine
what their engaged co-workers accomplish.

Source: Gallup (2006)
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Herzberg’s theory is closely related to Maslow’s hierarchy of needs. Albers state that (1982 219), “the hygiene
factors correspond to Maslow’s lower levels of need and must be dealt with if dissatisfaction is not to cause
difficulties”. Udechukwu state that(2009: 79), according to a study, application of two motivation theori
resulted as follows: “finally, and based on the author’s own experiences, it is advisable to include in the
Correctional Officers' exit interviews questions that capture components of organizational commitment and any
other relevant work attitudes associated with tumover”.

Based on this result, these theories of motivation applied to the two together. But this situation can be discussed.
According to other study, Brenner, Carmack, and Weinstein state that (1971: 366),“the findings indicated that the
respondents received job satisfaction and job dissatisfaction from both the motivating and the hygiene factors
‘These results of this study indicate that Herzbergs theory may be controversial,

‘The implication of the two-factor theory for managers is clear. Providing hygiene factors will eliminate empl
dissatisfaction but will not motivate workers to high achievement levels. On the other hand, recogni
challenge, and opportunities for personal growth are powerful motivators and will promote high satisfaction and
performance. The manager’s role is to remove dissatisfiers-that is, to provide hygiene factors sufficient to meet
basic needs- and then use motivators to meet higher-level needs and propel employees toward greater
achievement and satisfaction (Daft, 1997: 541).

Figure 6: Maslow and Herzberg Related (Mondy, Holmes, and Flippo, 1940: 275)
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There is a fairly close relationship between Maslow’s hierarchy of needs theory and Herzberg’s motivation
ne theory (see Figure 6). According to Mondy, Holmes, and Flippo (1940: 275-276), “Herzberg’s motivators
are most closely related to the esteem and self-actualization needs on Maslow’s hierarchy and the hygiene factors
, safety, and As may be seen, Herzberg’s motivators are
ely related to the actualization needs on Maslow’s hierarchy. The hygiene factors
closely correspond to the physiological, safety, and social needs. Herzberg’s basic contention is that most
organizations give inadequate attention to the motivation factors in the work environment. Most of the efforts of
managers are concentrated on meeting the lower-level needs which are satisfied by the hygiene factors. But, just
because the hygiene or maintenance neet tisfied-by good pay, benefits, or working conditions-this does not
mean that the individual’s performance will be positively influenced. To achieve effectiveness, the organization
must satisfy both the hygiene and motivation needs of its employees. Most organizations have given considerable
attention to the hygiene needs, but inadequate attention to the motivation needs of its personal. This is
understandable; hygiene needs can be met in a more tangible or specific manner than can the motivational needs.
It may be easier to provide employees with improved pay, fringe benefits, or working conditions than a job that is
ible or challenging (Mondy, Holmes, and Flippo, 1940: 275-276).
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